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SUBI*CT: Corments on the Jumior Officer “raining Frogram

As @ Junior Of7Meer Traines with CIA for & vesr ond o half, I have become
famdliar with the JT1 Progran from the polmé of view of & partieipant, I have
taken considerabile intercst in the progren a2l feel that, becamse of what 1t
offere the potentisl recrudt, it is an exceliont way of at- racting to this vital
work good people who right otherwise never heur of the organization. I hove haeen
concerned, therefore, when, from my own experdence snd from discussions with
other trninees, I have hecome suare of certain shortcomings of the srogram which
decﬁﬁeb;ﬁs effectiveonege. T would like to make ny comments on the progran «
matter, tring them to the attentiem of those wio eowld do something sbout them,
boonuge I feel they are waldd criticiems of a situetion which could be corrected,
I believe that certain changes bused on these com ents could save the Agency
conslderabls amcunts of money and lead to ereating a more capatle =nd satisfied
group of Junior Officer Trainees und witimately of treined intellirence officers,

ihe situstion which has ar-unsed my echieern 1o the lack of a clear definitien
of the nurpcse of the JOT Program, at least in the ayes of *he tradnees themselvag,
end confusicn ns to how the purpose 48 to be carried out, This situstion
loads to a mmbar of speeific provlems which hove caused dissatisfaction ond
disilinsionment among Junior Offiecer Trainens, vhether or not they huve actually
Teft the ‘geney,

The most serinus problem is that in spite of the ~xtensive promises m.de t
the JOT when he is recruited snd the great emownt of teuting and training to
which he l1s subjscted when he enters an duty, the program fails to follow
through with any sort of perascnal guidence or carecr plamning once the (T is
nlaced on s desir, The inccming JOT 4a mede to feool that he is a speeially
selectod individual whe is to become part of a Jong rangs rrogras uimed st

faziti-rizing him with 21l the various componants of the Ayveney and rudding him

through d1fferent jobs to a position vhere, because of the talents and shilities

for which he wns selected and the training he has received, ‘¢ can be of pPaYe
ticular value to the ..gency.

Yet the JOT finds that after the initial training period he is placed an
# desk: and iz pretty much on his own, He finds that from then or he has litile
or no contact with the JUT office unless he tekes the iritistive. The bi- or
triezontily rerorts wiich the JOT ig surrosed to submit - but which are frequent-
1y forgotien - ten’ to become foreml statenents enuny rating duties rerformed
but ignoring the nersonal asrects of the Job. ‘the tralnee cin, of curae, go
to the JOT of™ces to discuss a apecifie problem, ‘ut there he finds, sg I and
other ylth wvhom T hove telked have found, that t'w emphusis 1s so much on the
now incomlng trainees thet there is 1it'le time left for thoee who nre elready
placed. e finds that there is no-one who is porscnal y fardliar wth S8 pare
ticular intoroits and abdlities and with his perforrunce in ¢ urzes or on the
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job, with vhem he oan discuss his eareer., it this point the JOT is spt to
decide that the rrogram has done all it intends to do for him and he might as
well trensfer to the desk TO where he is vore i touch with his superior and

can handle his owm career rlanning, This solution certainly has the merite of
rutting the trainee on his own and having him fend for himself, as any other
semployee of the fAgency must do. Put the JOT carmot help feeling that he has leen

_misled as to the purpose of the progrem if, contrary to his irrression, it

deals mainly with the procursment of trainees, not with their develomment into
long vange nssets. The solution to this problem, I believe, iz o counseling
systan such as I describe later in this paper,

4 secord problem connected with the confusion snc to the purpose of the
JUI Trogram is the doubt about exactly vhat sort of people are beirg or should
be selected for the program, The current emphasis seems to be on placing J(Ts
in the DB/F, It is not clear vhothey this 48 because it is £alt that anyone in -
intelli gence should have experience as 2 case officer, or beceuse the rrogram
ic almed primarily st recruiting future case officers.

If thelatter is true, i,e., that the program aims at recruiting for the
DD/F, 1 feel that the criteria a parently being used in the selection of candidates
siiuld be re-exemined. .Is it necessarlly the cerious student who received the
bast grades who will make the best case offiéer? or 1s not the student who was
less concermed with the academic side of college frequently more original,
ingenious, and sdept at handling actusl situations? Jnd 18 not the elass officer !
and ccllegn leader froquently the type who likes to be in the public eye and i
enjoys having people know just whot he ia doing und how importent his job 1s? i
I vealize that the vhole problem of what makes 5 good case officer is extromely !
com-licated, ‘nd I, with my limited experience s @0 not rretend to iry Lo ansver
it. But this brings me to the nuestiom of exactly who is to say what sort of
person naokes the bast case officear. It geemed pointless to me when a group of
Jurior Officer Trainess met last yeer with a group of college deans nrd placement
officials acting an apotters for potential J OIs, surrosedly to ciscuss with then
vhet curdlities to lock for in recruite for the program, & nmunber of treinecs,
ircluding myself, felt that the recruiters should talk, not to nmev epployees who
have hed 1itile or no experience, but to branch chiefs and serdor cage officers
with experience in field inteliigence work who can give at least some idee of the
cunlities they believe reke good cuse officers. The JUI eaymot help feeling that
the selection of potential case cfficers is someuhat artitrary when there ie
such a gap, perhaps merely a lack of commmication, between those who hive actual
DD/P exporicnce and those who do the selecting of recruits for jobe in the DD/P,

. (
The other peint, namely, that most trainecs =re rlaced in the U'D/F bhecause ILLE

anyone in the intelligence business should have ense officer experionce, is

certadnly valid to o degree, but it too bears some exupination. iIn *he first
place, there are many jobs outside the DD/P for which cese officer exparience
is not necossary, The program would have 1ittle value for a languspe or area

precialist who can eore into the sgeney and go at once to a srecific job for
Which he 1s qualified vith 1itile or no additionsl training, Other :peciclized
fields suck ss cormumnications,T83, and fthe 1like 2ls0 hove o vlace in a broad

brodning program, The main area whieh could it into the rrograrm, in addition

b 4

o the training of cace offieers, is the troining of adeinisirators, It hardly
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na~ds pointing out that the respective fimctions of & cage officer and of an
administrator recuire culte different tynes of veople, If pore J(Ts are to -
be adr nistrators, they chould be selested on the husls of asdwmindctrative
ability as tested, for exmmple, by the JMA, and should then becorme part of
something 1ike the Internship Frorsrem as used by other govermment spencles,
They ruet naturslly have gome cazse officer experience in order to understand
the protlems of the field, but it shiould be made clear that a tour in the LD/P

is only o step leading to a job more suited to thelr particular interests.

‘mong trainees who are not "DD/F types", this could cvold muoh of the frustration
cauged by the emphasis on case officer work as the ultimate in the inbellipence
business. ' .

- !
3 K

Once the purpcee of the program has besn clearly defined snd the coriteria
for selection trought closer to the actual necds for persomel, tha prollem
of handling the JOT after his indtial training vemninsg to bs solved, I belleve
that there is one effective wuy to follow up the extensive work done in
solecting and training the JOT and to make the most of the talents T which
he wos hired., This can only be done by keeping in close personal touch with
the trainee througholit his testing and training period and in his job assign-

monts by means of o perscnal counseling oystem.

Sueh a gystem would re-uire a group of trained advizors not hampered by

administrative detaile of kept occupied with liaison with higher officinls,

whe ecould devote themselves iniividually to the trainess. “..¢h JUI on entering
should be assigned to a porsonel adviser with a thorough understanding of the
variouns eomponente of CIA and the differont types of word done, and scme know-
ledge of the recuirements of varlous division and branch chiefs for perscrmel.
This advisor would Be ferdlianr with tho JUI''s particuler interests and aptitudes,
Inow Lir desires for the futwre, and follow hils resctions to the diffdrent courses
and jobs to vhich he is exvosed., Through this advlsor the asgesmment mode by

4 2 T could be sctively a**v‘liad 10 the traineds career. The evalustions from

the treining ecourges the J taies ecould be rtudied by the advisor in the 1:1;?’11:. ILLEG
§ the trainess interssis, A porY seore in & course could be anelysed to o

if perhaps the rortienlsy crea of that comrse was not of intoregt to tie 5’3
hence ahculd be avcided 4p his job mssignmente. In my owr case, such am
cunligsis a year ago vhen I recelved & poor evaluatlon on the Uperntions o
Familinrization Course wight heve 'm*cugh't about uch eooner the reaiisution That

I wms not best suited for work as a case officer. T #ight then have found o rore i‘
setisfactory job in reports ucrk or in the DD/I inctoad of leeving the Apency R
altogsther, In swmary, I question the value of continually bringing new Fooih

truinees Into the Agoncy 1f thers 18 rot sufficlent perzormel to handle and
¥een in clome personnl touch with those already hired and placed. Hithout ons
parson 1o follow the propress of the JOT perscnelly, to disouss career nlanning
m the basig of verformance in ;ests, courses, and on the job, and to see

thet he is used to the best ad vrmtam for tie -geney, the J:T ig just like any
gther pergon who comes on board with the Agency in a rrofesei-mal capacity.

ILLEG
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I believe that the J7T Frogram has brought many good people into the A

Agency, has trained them and placed many of them in poasitions where they are ye
/ . deing an excell ntJ“‘Eux the fact remains that meny Junior Of:'icer Trainees, = 7
# " whether they leave ‘he Agency or not, ave diesatIsIied becsuse of the luck of |/
! aleer definition of the rurpose of the pragram and failure to follew through on

the promises made when they were reécruited. I think the progrerm hes a very

irmrortant function to fMifill; 1t could carry out this function much tetter if

o vrecigs defirdtion were msde of vhat the program is trylng to do and then specific

T ateps uere ‘taken to see that this purpose wae followed through to its con-
. clusion, This could be aeesmpllahad:>§t 1aast in part by:

. 1. Easing the selection end reeruiting of J'Ts on a more specific knouledge
47 of the tyre of rerson best suited for the work, and

7 2. Setting up n comseling system to follow up the recruﬁting ard treining
/ AL of the JOT with personal guidance to help him find the rlace where he would te
tegt =:°ted for tho work and emild do the nost good for tba ‘penCy.

Distributiont 1 ~ Ingpector General

1 ~ Deputy Director for lupport
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